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PART  TWO 

Organizing  the  Sales  department 


RUILDING  THE  SALES  DEPARTMENT 

IF  THERE  is  to  be  a strong  sales  department,  it  devolves  upon 
the  Sales  Manager  to  be  an  organizer  as  well  as  a Sales  Execu- 
tive. He  must  investigate  the  possibilities  of  his  merchandise 
and  territory,  plan  out  the  sales  to  be  made,  the  amount  of  the 
average  sale,  determine  how  each  sale  should  be  conducted,  and 
the  class  of  prospective  customers  to  whom  the  strongest  appeals 
can  be  made. 

Unless  this  is  done,  the  sales  department  cannot  grow  and  it  is 
evident  that  only  by  the  Sales  Manager  taking  to  himself  respon- 
sibility for  all  things  particularly  connected  with  his  work,  and  then 
delegating  to  men  connected  with  him  the  particular  responsibili- 
ties they  are  best  fitted  to  carry,  will  there  be  a proper  and  logical 
division  of  the  various  duties  that  insures  clear  understanding, 
and  that  gives  those  who  are  responsible  for  the  success  of  the 
sales  organization  opportunity  for  cooperation. 

The  salesmen  should  be  taught  to  analyze  their  problems  and 
"exchange  experiences  so  that  each  may  profit  from  the  others. 
If  this  is  done,  it  brings  to  the  men,  through  the  Sales  Manager 
as  a clearing  house,  a wealth  of  information  that  can  be  used  iff 
- making  sales.  Results  must  always  be  considered  before  any 
idea  is  accepted  as  valuable  to  the  organization  as  a whole.  When 
the  experiences  of  all  the  salesmen  have  been  brought  together 
and  classified  you  will  have  a basis  on  which  to  gauge  the  impor- 
tance of  any  new  idea  or  plan  to  your  selling  scheme. 

After  responsibilities  have  been  accepted,  and  the  selling  data 
classified,  it  is  then  a question  of  how  the  Sales  Manager  is  to  con- 
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trol  his  organization.  In  a real  sense,  the  Sales  Manager  is  the 
dominating  factor  in  the  success  of  his  selling  machine.  Should 
he  fail  properly  to  control  the  factors  and  functions  that  are  a part 
of  his  position,  he  will  not  make  a real  success  of  his  work.  He 
must  control  his  own  time,  his  temper;  he  must  measure  up  to  his 
present  responsibilities  and  plan  to  take  on  future  responsibilities; 
he  must  learn  and  study  his  merchandise  and  the  territory;  he 
must  get  and  keep  control  of  his  sales  force.  In  order  to  be  efficient 
he  must  in  turn  teach  the  men  under  him  to  use  their  time  and 
energy  so  that  maximum  results  will  flow  from  their  combined 
efforts — results  that  will  keep  his  firm  in  the  forefront  of  the 
business  procession. 


Building  a Strong  Sales  Force 

Because  of  the  vital  importance  of  the  sales  department  to 
their  own  success  and  that  of  their  firms,  Sales  Managers  should 
exercise  much  care  and  good  judgment  in  selecting  salesmen.  First 
of  all  you  will  secure  a complete  history  of  each  applicant  who 
seeks  employment  with  your  organization,  preferably  from  the 
day  he  left  school,  and  the  more  care  and  judgment  used  the 
smaller  will  be  the  per  cent  of  those  who  fail  to  make  good  after 
they  are  hired.  Well-selected  salesmen  will  make  good  in  more 
than  fifty  per  cent  of  the  cases  and  especially  so  when  they  are- 
given  extra  training  by  the  house  hiring  them. 

If  the  Sales  Manager  realizes  the  importance  of  each  salesman 
to  the  success  of  his  selling  plan,  he  is  not  going  to  risk  selecting 
his  sales  force  by  a hit  and  miss  procedure;  on  the  contrary,  he 
will  use  the  greatest  possible  judgment  in  dealing  with  each  pros- 
pective salesman,  giving  preference  to  “average”  men  with  special 
training,  and  rejecting  the  applicants  whose  records  show  they  are 
not  “job  holders.” 

In  Part  Three  of  this  Course  we  also  take  up  specific  methods 
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of  selecting  salesmen;  a consideration  of  which  will  fortify  resource- 
ful sales  managers  with  points  of  view  that  will  prove  of  great 
% value  in  selecting  salesmen  to  sell  particular  products  or  special 
lines  of  merchandise. 

It  is  impossible  in  a general  treatment  of  the  Principles  and 
Methods  of  Sales  Management  to  give  specific  plans  that  will  fit  all 
lines  of  business;  but,  recognizing  the  originality  and  adaptability 
of  the  average  Sales  Manager,  we  feel  confident  that  you  will  get 
from  our  outline  suggestions  that  will  prove  of  value  in  securing 
men  who  will  properly  fit  into  your  organization. 


Standard  for  Hiring  Salesmen 

Scientific  Sales  Management  is  interested  primarily  in  records,  in 
standards,  in  the  human  factor.  It  is  not  so  concerned  with  selling 
goods  as  it  is  in  selling  them  in  such  a manner  that  the  salesman, 
the  customer  and  the  employer  are  all  treated  with  the  utmost 
fairness  and  the  result  is  profit  and  satisfaction  for  all.  Thus  it 
comes  about  that  Scientific  Sales  Managers  have  a definite  standard 
by  which  they  hire  salesmen.  The  method  of  working  out  the 
standard  varies  greatly  with  different  individuals;  but  the  purpose 
is  the  same:  to  employ  only  such  men  as  are  capable  of  selling  the 
proposition,  and  to  train  such  men  so  they  will  earn  the  biggest 
• profits  for  the  house  and  the  largest  incomes  for  themselves. 

The  application  blank  used  by  the  Scientific  Sales  Manager  re- 
veals at  once  whether  or  not  a salesman  measures  up  to  the  re- 
quirements of  the  firm.  The  Sales  Manager’s  judgment  of  the 
man  will  be  based  on  what  the  man  writes  on  the  application  blank, 
on  looking  up  his  references,  on  a personal  interview,  and  on  any 
other  methods  he  may  have  of  testing  the  salesman.  On  all  appli- 
cation blanks  there  should  be  provided  spaces  for  the  applicant 
to  enter  his  answers  to  the  inquiry  if  the  applicant  has  studied 
salesmanship,  and  if  so,  with  what  school.  In  any  case,  the  en- 
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deavor  is  to  get  exact  knowledge  concerning  a salesman’s  qualifi- 
cations before  he  is  hired  and  not  after  he  is  fired. 

After  the  standard  for  hiring  salesmen  is  worked  out,  with  due 
consideration  for  the  necessities  of  the  field  and  the  line  of  goods, 
an  application  form  is  printed,  on  which  the  salesman  applying 
for  a position  can  list  what  the  management  needs  to  know.  The 
Sales  Manager  also  builds  up  his  standard  from  actual  interviews 
with  men.  He  endeavors  to  make  it  as  practical  as  possible,  and 
free  from  red  tape.  Methods  employed  by  other  concerns  and 
application  blanks  used  by  large  concerns  will  help  the  Sales  Man- 
ager in  working  out  his  own  standard  and  application  blank  for 
hiring  salesmen  for  his  organization. 


Securing  New  Salesmen 

One  of  the  important  tasks  of  the  Sales  Manager  is  securing  sales- 
men who  are  to  become  a permanent  part  of  his  sales  force.  It  is 
hard  to  get  good  men,  but  it  is  still  harder  to  select  those  men  who 
are  especially  qualified  to  sell  one  particular  line  of  goods.  It  is 
difficult  for  the  Sales  Manager  to  pick  out  from  among  those  who 
offer  themselves  for  employment  the  men  who  will  have  the  ma- 
terial in  them  that  will  insure  their  immediate  earning  capacity 
and  ultimate  success. 

In  the  old  days,  before  the  work  of  Sales  Management  became 
so  important  a part  of  commercial  life,  most  any  man  who  could 
talk  about  himself  in  a convincing  manner  was  put  on  the  sales 
force.  True,  some  endeavor  was  made  to  look  into  his  past  history  . 
— to  ascertain  whether  or  not  he  could  sell  merchandise,  but  little 
real  attention  was  paid  to  those  points  which  today  are  recognized 
as  the  distinguishing  marks  of  better-grade  salesmen. 

Then  it  was  considered  the  sole  function  of  a salesman  to  sell 
the  product  of  his  house,  regardless  as  to  how  he  sold  it  and  re- 
gardless of  the  service  which  he  might  render  the  customer.  A 
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salesman  was  not  judged  so  much  by  character  as  he  was  by  what 
was  called  personality.  Even  if  he  were  a “confidence  man,”  he 
was  sometimes  hired  provided  the  firm  thought  that  he  could  not 
take  advantage  of  them.  Sales  Managers  had  no  definite  system 
of  judging  salesmen;  they  did  not  know  what  definite  qualities 
to  seek  in  men  and  a salesman  was  often  accepted  merely  on  his 
personal  statements  of  his  sales-getting  ability. 

Today  there  are  certain  qualities  that  Sales  Managers  look  for  in 
men  who  are  to  sell  for  their  houses.  Any  man  who  lacks  a number 
of  these  qualities,  or  who  falls  short  in  the  particular  qualities  which 
the  Sales  Manager  considers  essential  to  success  in  his  particular 
line,  will  not  be  given  an  opportunity  to  work  as  a salesman  for 
that  organization.  Even  if  such  a man  should  get  a position  as  a 
salesman,  the  lack  of  such  qualities  would  sooner  or  later  force 
him  out  of  selling. 

The  high  standard  which  has  been  adopted  for  salesmen  as  a 
class  is  sufficiently  discriminating  to  weed  out  incapable  salesmen. 
In  future  pages  we  shall  outline  the  qualifications  a man  must 
have  to  be  capable  of  assimilating  and  making  use  of  the  training 
that  will  insure  his  being  a valuable  adjunct  to  a selling  organiza- 
tion. 


l3y  Advertising 

Salesmen  can  be  secured  through  advertising  in  daily  news- 
papers, or  in  weekly  or  monthly  magazines.  Many  of  the  adver- 
tisements for  salesmen  fail  to  bring  the  right  kind  of  men  because 
the  Sales  Manager  expresses  his  desire  for  a number  of  salesmen 
in  a “loud”  advertisement,  while  the  better-class  of  salesmen  do 
not  as  a rule  answer  advertisements  that  call  for  numerous  sales- 
men. 

This  gives  a principle  that  the  Sales  Manager  will  do  well  to 
consider:  Write  your  advertisement  for  one  or  two  good  sales- 
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men,  for  a large  number  of  prospects  is  the  result  of  a good  adver- 
tisement. Better  write  an  advertisement  for  one  good  man, 
and  get  three  or  four  as  the  result  of  running  it  than  to  write  an 
advertisement  for  twenty-five  or  fifty  men  and  get  hundreds  of 
applications  from  men  of  a caliber  who  will  not  fit  your  require- 
ments. 

Salesmen  with  the  qualifications  to  hold  high-grade  positions  do 
not  make  it  a regular  practice  to  follow  the  “salesmen  wanted” 
advertisements.  In  hard  times,  good  men  can  be  secured  through 
almost  any  kind  of  advertising;  but,  as  a general  rule,  it  is  necessary 
to  make  the  bait  attractive,  and  to  give  a reasonable  outline  of 
the  qualifications  you  expect  and  the  remuneration  and  advance- 
ment possible  to  draw  the  right  kind  of  applicants.  Only  a strong, 
effective  advertisement  will  pull  salesmen  who  have  the  qualifi- 
cations to  fulfill  your  requirements. 

Advertising  should  be  prepared  to  get  a few  first-class  men  and 
should  be  followed  up  with  additional  advertising  if  more  men  are 
wanted.  It  is  not  profitable  to  pull  a large  number  of  inquiries, 
the  large  majority  of  which  will  have  to  be  culled  out,  after  costing 
the  firm  money  through  wasted  time  and  energy;  or,  if  employed, 
through  training,  expenses,  salary,  lost  good-will,  and  so  on.  It  is 
important  that  the  salesmen  who  represent  a house  do  not  mis- 
represent it.  Proper  representation  rests  upon  proper  selection  of 
salesmen,  and  the  proper  selection  of  salesmen  through  advertising 
is  determined  to  a large  degree  by  the  wording  of  the  advertise- 
ment and  where  it  is  run. 


Through  Salesmanship  Schools 

From  the  large  number  of  members  who  wish  to  locate  positions 
that  fit  their  qualifications  through  the  employment  and  service 
department  of  the  National  Salesmen’s  Training  Association  good 
salesmen  can  be  secured.  These  salesmen  are  of  varied  experience 
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and  it  is  as  a rule  always  possible  for  a Sales  Manager  to  find  among 
them  exactly  the  type  of  men  he  requires.  If  his  line  does  not  ab- 

* solutely  demand  salesmen  with  experience  or  if  he  is  unable  to 
employ  an  experienced  salesman  with  the  proper  qualifications,  he 
can  procure,  through  the  source  mentioned  above,  men  of  character, 

' and  determination  who  have  made  a careful  study  of  the  Art  and 
Science  of  Selling;  men  who  exhibit  strong  possibilities  as  sales- 
men. 

One  great  advantage  that  this  plan  offers  is  that  it  weeds  out  the 
most  unlikely  men.  It  recommends,  as  far  as  possible,  only  those 
men  who  can  fill  the  positions,  and  no  charge  is  made  for  the 
service.  As  a rule,  salesmen  secured  through  the  department 
are  permanent  acquisitions  after  they  have  made  good;  they  have 
been  taught  to  make  good  in  the  position  they  accept,  make  the 
position  a better  one  and  stay  with  it. 

The  recommendations  of  the  Association  can  be  accepted  with 
regard  to  the  qualifications  of  the  individual  salesman.  It  demands 
references  and  satisfies  itself  that  the  references  are  0.  K.  in  every 
particular  before  it  sends  an  applicant  to  interview  a prospective 
employer  or  arranges  for  an  application  to  go  forward  by  mail. 
The  endeavor  is  always  made  to  select  the  best  candidates  on  its 
lists  to  fit  a particular  position.  This  is  sometimes  carried  to  the 

* - point  of  making  special  tests  of  the  applicant’s  fitness  for  a certain 

position,  and  the  giving  of  special  instructions. 

Furthermore,  all  such  applicants  can  be  tested  by  the  Sales 

4-  Manager  in  much  the  same  way  as  salesmen  who  apply  from 
having  learned  of  an  opening  from  general  sources  of  information. 
Then  the  Sales  Manager  can  determine  the  value  of  the  applicant 
for  himself.  It  is  important  that  it  be  known  whether  or  not  a 
man  can  fill  a position  in  every  important  particular  from  the 
start,  and  whether  he  can  be  further  trained  in  those  elements  that 
will  increase  his  usefulness  to  the  firm  and  his  power  to  earn. 
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By  Field  Organizers 

Salesmen  who  have  proved  their  worth  are  often  made  traveling 
Sales  Managers  or  turned  into  field  organizers  and  sent  out  with 
instructions  to  employ,  coach,  and  teach  salesman  how  to  sell. 
Every  experienced  salesman  who  possesses  organizing  and  execu- 
tive ability  is  a potential  Sales  Manager.  The  field  organizer 
is  the  Sales  Manager  of  his  field.  He  is  obliged  to  do,  on  a small 
scale,  what  his  Sales  Manager  is  doing  on  a large  scale.  There 
are  big  possibilities  m this  plan  in  some  lines.  Some  men  receive 
larger  incomes  in  salaries  and  commissions  as  field  organizers  than 
many  Sales  Managers. 

In  hiring  salesmen,  the  field  organizer  of  a firm  who  has  hundreds 
of  representatives  consults  with  local  merchants,  bankers,  and  cus- 
tomers of  the  house.  He  advertises  in  local  newspapers  while  at 
his  hotel,  inviting  those  who  are  interested  in  increasing  their 
earning  power  and  getting  into  Salesmanship  to  apply  to  him  there 
at  a specific  time.  He  may  have  some  ability  as  a speaker,  in  which 
case  he  may  give  publicity  lectures,  in  which  he  features  the  goods 
of  his  house.  Since  the  advent  of  moving  pictures  they  have  been 
used  to  advantage  through  slides  and  films  which  the  field  organizer 
carries  with  him. 

The  field  organizer  may  go  so  far  as  to  have  printed  “salesmen 
wanted”  circulars,  cards,  and  blotters,  distributing  them  so  as  to 
attract  the  attention  of  those  who  might  be  interested  in  selling 
him  their  services.  In  this  connection  it  should  be  remembered 
that  the  field  organizer  as  treated  here  trains  and  coaches  sales- 
men to  sell  in  their  local  fields.  He  is  a traveling  Sales  Manager. 
He  hires  salesmen  usually  on  a commission  basis,  and  puts  him  to 
work  on  his  campaign.  He  shows  that  sales  can  be  made  by 
making  them  himself  in  their  presence.  He  then  shows  them  how 
to  do  the  work  and  gets  them  started  in  their  territories. 

If  a number  of  salesmen  are  employed  in  a certain  city  or  terri- 
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tory,  and  a number  of  territories  are  covered  by  the  field  organizer, 
he  puts  each  territory  in  charge  of  a field  manager,  who*  accepts 
the  responsibility  for  the  results  obtained  by  the  men  under  him. 
If  the  field  organizer  can  get  the  right  kind  of  a man  for  field 
manager,  he  lets  the  field  manager  train  the  men  after  he  himself 
has  coached  the  field  manager.  The  larger  the  number  of  men 
employed,  the  greater  necessity  there  is  for  executives.  A constant 
succession  of  Sales  Managers  in  the  territories  may  be  necessary 
to  get  the  best  results. 

Through  Your  Own  Salesmen 

Salesmen  who  are  on  the  road  have  an  excellent  opportunity 
to  get  in  touch  with  other  high-grade  men.  From  among  those 
they  meet  it  is  often  possible  for  the  Sales  Manager  to  secure 
salesmen  who  will  make  good  with  his  line  of  goods,  and  who  will 
be  acceptable  to  his  sales  force.  No  man  should  be  employed  who 
will  not  fit  in  well  with  the  sales  organization  or  with  the  men 
already  working  for  the  firm.  To  employ  an  undesirable  outsider 
hurts  the  cooperation  between  the  members  of  the  sales  force. 

When  the  salesman  employed  has  been  recommended  to  the 
house  by  a salesman  employed  by  it — one  who  has  the  confidence 
of  his  firm  and  the  respect  of  his  associates — there  is  little  likeli- 
hood that  there  will  be  any  objection  to  the  man  on  the  part  of 
the  sales  force  in  general.  Each  man  will  realize  that  he  can  get  a 
friend  of  his  on  the  force  if  that  friend  has  the  qualifications  to 
make  a success  with  the  firm. 

One  of  the  factors  to  be  here  considered  is  the  placing  of  responsi- 
bility on  the  salesman  for  the  new  man.  Each  salesman  should 
be  made  to  feel  that  it  is  his  duty  to  recommend  for  employment 
only  such  men  as  are  likely  to  be  a credit  to  the  concern.  He  will 
then  avoid  recommending  relatives  and  friends  who  would  be  a 
detriment  to  the  success  of  the  business,  and  will  seek  among  his 
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friends  and  acquaintances  men  who  will  add  to  the  strength  of  the 
house. 

No  salesman  who  does  not  “grade  up”  should  be  pressed  to  seek 
employment  with  the  firm.  All  applicants  who  seem  to  be  able 
to  render  valuable  service  should  be  shown  that  the  firm  is  exactly 
the  institution  which  will  give  them  an  opportunity  to  make  the 
most  of  themselves  by  giving  scope  to  their  particular  abilities. 
Prospective  sales-timber  located  by  your  salesmen  would  be  shown 
the  advantages  of  connecting  with  the  firm,  and  then  casually 
given  the  name  of  the  Sales  Manager  by  the  salesman  or  given 
the  card  of  the  salesman,  with  the  idea  that  if  he  is  not  sufficiently 
interested  to  go  the  rest  of  the  way  in  seeking  employment  by  the 
house,  that  he  is  not  the  proper  man  for  the  position. 


Office  and  Factory  Employes 

When  the  Sales  Manager  employed  by  a manufacturer  is  in  close 
touch  with  the  factory  he  is  sure  to  find  some  ambitious  men  in 
the  factory — men  who  want  to  get  into  selling  and  who  feel  they 
are  out  of  place  in  the  manufacturing  end  of  the  business.  As  a 
matter  of  fact,  for  lack  of  an  opportunity  with  the  firm  for  whom 
they  are  working,  many  capable  factory  men  leave  the  firms  for 
whom  they  work  and  seek  employment  where  they  will  have  an 
opportunity  to  get  into  Salesmanship. 

The  discerning  Sales  Manager  who  needs  men,  or  who  is  likely 
to  need  them  in  the  future,  does  not  neglect  his  opportunity  to 
interest  the  right  kind  of  men  in  the  factory,  and  will  often  go  out 
of  his  way  to  lend  them  books  on  selling  or  to  train  them  for  selling, 
as  the  needs  of  the  firm  demand.  Whenever  there  is  a factory  hand 
who  seems  to  possess  the  requisite  education  and  personality  to 
make  a success  in  selling,  the  Sales  Manager  will  make  no  mistake 
in  talking  the  matter  over  in  a general  way,  and  thus  finding  out 
whether  or  not  that  employe  might  become  interested  in  selling. 
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When  a clerk,  a stenographer,  a bookkeeper,  or  a correspondent 
has  been  in  the  office  taking  care  of  the  salesmen’s  records  or  do- 
ing other  work  for  years,  he  often  expresses  a desire  to  try  his  hand 
at  selling.  Many  of  these  men  would  be  glad  to  break  into  selling, 
which  gives  them  an  opportunity  to  get  into  outside  work,  to  travel, 
to  develop  and  earn  more  money.  The  Sales  Manager,  when  he 
has  a likely  candidate  for  salesmanship  work,  will  do  well  to  en- 
courage him  in  every  possible  way  and  arrange  for  him  to  make  a 
study  of  salesmanship  to  the  end  that  ultimately  that  man  will 
be  a star  in  the  sales  organization. 

Either  the  office  man  or  the  factory  hand,  once  he  has  received 
training  and  has  seen  that  he  can  take  his  place  in  the  sun,  is 
likely  to  turn  out  an  excellent  sales  getter.  Such  men  have  a 
knowledge  of  the  inside  of  the  organization  that  it  would  take  even 
an  experienced  salesman  years  to  obtain.  Cultivating  the  men  at 
hand  is  one  way  to  solve  the  problem  of  securing  salesmen. 


Securing  Salesmen  Through  Customers 

Many  good  salesmen  are  located  through  users  of  goods.  For 
example,  should  a salesman  have  a customer  who  has  a number 
of  salesmen  call  upon  him,  that  customer  can  often  tell  whether 
or  not  the  salesmen  who  call  on  him  are  strong  in  personality, 
how  they  impress  him  as  to  character,  mental  ability  and  deter- 
mination. If  a salesman  has  all  these  qualities,  and  the  customer 
mentions  this  fact  to  a salesman  for  the  house,  an  investigation 
will  be  in  order  as  it  is  quite  possible  that  the  salesman  is  not 
located  as  well  as  he  would  be  with  the  Sales  Manager’s  house. 

Further,  many  a business  man  who  is  only  making  a fair  living 
running  a store,  and  yet  who  is  a good  salesman,  may  be  induced 
to  sell  out  at  the  first  opportunity  and  connect  with  the  sales- 
man’s firm.  The  reasons  for  a retail  merchant’s  lack  of  earning 
power  may  be  his  location,  business  conditions,  limitations  of  his 
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line,  etc.  Many  a positive  salesman  has  found  himself  through 
the  effort  of  another  salesman  to  give  him  a lift  into  a position 
where  his  talents  and  energy  would  receive  recognition,  and  re- 
muneration that  approaches  what  he  is  worth. 

Many  a retail  merchant  can  make  more  money  as  a traveling 
salesman  than  he  will  ever  make  in  the  business  that  he  is  carrying 
on.  Better  by  far  that  such  a man  be  given  his  opportunity  to 
make  good  on  a salary,  or  on  a commission,  than  to  have  the  dis- 
tinction of  being  in  business  for  himself,  and  only  ekeing  out  an 
existence.  The  salesman  who  is  looking  for  associates  for  himself 
at  the  behest  of  his  Sales  Manager  will  do  well  to  look  into  the 
abilities  and  talents  of  his  customers. 

The  Sales  Manager  who  needs  good  salesmen  may  go  so  far  as 
to  send  out  well-written  circular  letters  to  the  trade,  in  which  he 
asks  his  customers  to  look  about  for  high-grade  men  whom  he  might 
persuade  to  connect  with  his  firm.  The  customer  may  have  a 
relative  or  friend  who  has  just  the  qualifications  the  Sales  Manager 
desires,  as  well  as  a knowledge  of  salesmanship,  selling  experience 
and  knowledge  of  the  territory.  Thus  the  Sales  Manager  is  giving 
the  customer  a chance  to  do  his  relative  or  friend  a favor,  besides 
getting  the  right  kind  of  a man  for  his  sales  force. 


The  Spare-Time  Salesmen 

Most  manufacturers  and  wholesalers  do  not  countenance  the 
carrying  of  side  lines  by  their  salesmen,  yet  it  often  happens  that  a 
Sales  Manager  who  has  a specialty  to  sell  can  employ  the  services 
of  men  who  work  for  established  firms  to  good  advantage,  and  to 
the  profit  of  the  salesmen.  These  salesmen  work  their  regular 
trade  with  the  established  line  of  merchandise  of  the  firm  regularly 
employing  them,  and  at  the  same  time  or  during  their  spare  time 
make  as  many  sales  as  possible  with  the  special  line  of  goods  they 
carry. 
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In  some  cases,  a salesman  can  make  but  a few  calls  in  a town, 
and  has  to  wait  over  one  or  several  hours  for  transportation  fa- 
cilities. Under  such  conditions,  it  is  possible  that  the  Sales  Man- 
ager is  not  justified  in  preventing  the  salesman  from  using  this 
time  in  selling  a specialty,  especially  if  the  sales  of  the  individual 
concerned  do  not  suffer  from  carrying  the  extra  line. 

Young  college  men  are  often  employed  by  Sales  Managers  to 
sell  in  spare  time.  After  school  hours,  especially  in  the  larger  cities, 
there  is  an  opportunity  to  sell  certain  lines  of  goods.  The  Sales 
Manager  who  is  exploiting  such  a line  can  use  the  services  of 
college  men  to  good  advantage  in  particular  localities. 

In  the  summer  time  many  teachers  are  out  of  employment. 
Such  persons  are  usually  interested  in  profitably  employing  their 
time,  although  they  are  not  always  concerned  with  making  money. 
Often  they  attend  summer  schools,  but  many  of  them  prefer  to 
sell  goods,  for  the  extra  money,  experience  and  general  information 
they  gain  in  this  way.  In  fact,  many  excellent  salesmen  get  their 
start  selling  goods  in  the  summer  season,  while  not  teaching  school. 

An  instance  of  securing  men  for  spare  time  sales  work  is  illus- 
trated in  the  case  of  a prominent  Chicago  real  estate  firm  that 
advertised  for  employed  men.  When  the  right  kind  of  men  ap- 
plied, they  were  engaged  for  spare  time  work  and  were  sent  out 
to  the  subdivision  the  firm  was  selling,  on  Saturday  afternoons, 
and  Sundays.  These  employed  men  also  made  every  effort  to 
interest  their  friends  and  others  during  the  week,  and  much  even- 
ing canvassing  was  done  to  get  business.  In  this  way,  a large 
subdivision  was  closed  out  in  less  than  six  months,  which  it  was 
thought  would  take  at  least  three  years  by  the  regular  sales  force. 


Organizing  Through  Colleges 

The  students  of  any  college,  university  or  technical  school  offer 
a fertile  field  for  material  for  Sales  Managers  who  deal  in  lines  that 
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appeal  particularly  to  the  class  of  students  they  would  interest. 
There  is  not  always  sufficient  commercial  interest  in  students  of 
divinity,  for  instance,  to  make  them  likely  candidates  for  a sales 
force,  but  a religious  educational  proposition  might  appeal  to  this 
class  of  men,  and  excellent  salesmen  can  be  procured  from  among 
those  enrolled. 

In  one  of  the  large  cities  of  the  country,  a commercial  school 
enrolled  a large  number  of  working  girls  and  young  men.  These 
calls  had  to  be  made  of  an  evening — after  working  hours.  This 
necessitated  a sales  force  that  could  do  evening  work.  A number  of 
college  students  were  employed  and  excellent  results  secured.  The 
compensation  for  each  sale  was  good.  The  college  men  could 
only  make  about  six  calls  per  week,  out  of  which  two  or  three  pros- 
pects were  closed;  but  the  income  from  the  two  to  three  enrollments 
was  such  as  to  be  acceptable  to  the  college  men. 

Engineering  schools  train  a large  number  of  high-grade  men  in 
mechanical  lines,  and  many  of  these  men  find,  after  they  have 
finished  their  Courses,  that  they  prefer  to  get  into  the  selling  end 
of  business,  rather  than  into  mechanical  or  engineering  work. 
From  among  the  graduates  of  such  schools  the  Sales  Manager 
can  take  his  pick  of  men  who  are  especially  fitted  to  serve  him,  and 
then  give  them  the  training  in  Salesmanship  which  will  make  them 
all-round  technical  salesmen. 


Possibilities  the  Sales  Manager  Meets 

From  among  the  canvassers  and  solicitors  who  call  on  him  during 
the  day’s  work,  the  Sales  Manager  will  be  able  to  select  those  men 
who  give  promise  of  developing  into  the  grade  of  salesmen  he  de- 
mands. He  can,  through  his  knowledge  of  Salesmanship 
and  human  nature,  interest  such  men  in  his  proposition,  to  the 
extent  that  they  will  be  willing  to  drop  the  products  they  are  selling, 
in  favor  of  his  organization. 
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Many  men  now  canvassing  and  soliciting  are  doing  this  class 
of  work  while  looking  for  the  opportunity  that  will  enable  them 
to  get  into  selling  higher-grade  merchandise.  Men  who  can 
face  one  prospect  right  after  another  with  a smile,  and  who  make 
a living  in  ordinary  canvassing,  can  often  secure  better  than  average 
results  from  the  start  when  they  begin  to  sell  a high-grade  specialty 
or  staple  line.  They  have  had  experience  in  meeting  the  public 
that  is  a valuable  asset  and  with  proper  encouragement  and  train- 
ing they  can  handle  bigger  propositions  with  credit  and  profit. 

Many  advertising  solicitors  and  insurance  salesmen  are  always 
ready  to  change  when  they  see  an  opportunity  for  something 
better  or  a position  in  a commercial  line.  Many  of  the  advertising 
and  insurance  men  are  earning  incomes  that  are  far  above  what 
the  average  Sales  Manager  can  afford  to  pay,  but  are  willing  to 
get  into  a position  selling  the  trade  that  pays  a steady  salary  and 
small  commission  rather  than  do  straight  commission  work  and 
sell  the  consumer.  Because  a salesman  admits  he  is  earning  more 
money  than  you  can  pay  him  is  no  reason  you  have  to  meet  his 
price.  You  may  be  able  to  hire  him  on  other  inducements. 

If  the  Sales  Manager’s  house  is  a large  one,  scores  of  salesmen 
keep  in  touch  with  it  to  sell  their  products  that  might  be  required 
by  the  office,  the  factory,  the  sales  department,  and  so  on.  From 
among  these  salesmen  the  Sales  Manager  can  choose  men  who 
will  fit  into  his  organization.  It  is  well  for  him  to  have  the  em- 
ployes or  executives  of  other  departments  who  purchase  from  these 
men  send  them  around  to  see  him — if  a particular  salesman  im- 
presses that  employe  or  executive  as  being  a logical  prospect  for  a 
selling  position  with  the  firm. 


Discovering  Latent  Abilities 

Many  a man  has  lived  and  died  with  the  abilities  of  a good  sales- 
man buried  just  under  the  surface  of  his  consciousness.  He  was 
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undiscovered  and  lived  his  life  in  a narrow  sphere,  or  in  a line  of 
business  that  did  not  especially  suit  him,  because  his  latent  abilities 
weie  not  developed  by  another  man  who  had  made  good.  One  of 
the  chief  sources  of  success  of  the  scientific  Sales  Manager  is  his 
ability  to  pick  men,  to  get  the  right  kind  of  salesmen  for  his  firm 
from  every  profession,  business  or  trade. 

It  is  not  as  important  where  a salesman  comes  from,  as  it  is 
that  you  get  him;  and  then  train  him  in  your  methods  and  how  to 
sell  your  goods.  It  is  not  true  that  every  man  can  become  a suc- 
cessful salesman;  but,  without  regard  for  whether  salesmen  are 
born  or  made,  it  has  been  found  that  excellent  men  for  any  propo- 
sition can  be  picked  up  by  a Sales  Manager  who  is  on  the  lookout 
in  society,  in  church,  in  business,  in  his  daily  work  among  men. 
What  a man  is  now  doing  makes  little  difference  to  the  hard- 
headed  scientific  Sales  Manager.  If  that  man  has  the  basic  quali- 
ties of  character  and  personality  that  will  insure  his  making  a 
success  as  a salesman,  the  Sales  Manager  usually  manages  to  get 
him  on  his  sales  force,  and  trains  him  specifically  for  the  kind  of 
selling  he  must  know  to  be  a success  in  the  particular  business. 

As  an  illustration  of  how  Sales  Managers  can  pick  their  men, 
the  following  suggestions  may  be  piofitable.  A high  grade  stenog- 
rapher may  develop  into  an  office  appliance  or  typewriter  sales- 
man. Trained  mechanics  as  well  as  men  who  show  a decided 
interest  in  mechanical  lines  are  likely  to  make  good  in  mechanical 
lines  and  in  selling  machines,  etc.,  that  require  a mechanical  de- 
monstration. An  electrician  often  develops  into  a good  man  for 
selling  electrical  appliances.  A musician  can  often  make  more  money 
selling  musical  instruments  than  he  can  in  his  profession.  On  the 
other  hand,  there  are  many  men  in  other  positions  who  may  belong 
to  your  particular  field  of  selling;  but  who  have  not  yet  discovered 
themselves — who  have  not  up  to  this  time  had  their  natural 
salesmanship  abilities  brought  to  the  surface. 

There  should  be  a measure  of  close  cooperation  between  the 
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Sales  Managers  of  all  large  Manufacturers  and  Wholesalers  who 
employ  a number  of  Sales  Managers  for  different  departments  or 
* different  territories.  At  times  a salesman  who  is  not  making  good 
with  the  general  line  would  be  able  to  secure  big  results  with  the 
specialty  line.  Some  men  who  are  not  good  specialty  salesmen 
» make  the  best  kind  of  general  line  salesmen.  Also  watch  the 
matter  of  territory  as  salesmen  who  have  failed  in  one  territory 
have  been  known  to  secure  a big  volume  of  business  when  changed 
to  another  territory. 


Selecting  Branch  Managers 

A branch  manager  must  first  of  all  be  a good  salesman.  Then 
he  must  have  a willingness  to  cooperate  with  the  house  and  main- 
tain the  reliability  that  the  house  needs  in  such  an  employe.  He 
should  be  a good  judge  of  salesmen  fitted  for  the  particular  line 
of  goods  he  himself  is  to  handle,  able  to  quic^y  handle  any  new 
or  difficult  situation  arising  in  his  particular  territory — if  he  does 
not  know  his  territory  when  he  begins  his  work. 

He  is  in  charge  of  and  must  be  a Sales  Manager  of  his  branch 
office,  or  his  particular  territory,  just  as  much  as  the  scientific 
Sales  Manager  is  in  charge  of  the  company’s  business  as  a whole. 
He  may  not  be  exactly  the  same  type  of  man  as  the  head  Sales 
' y Manager,  but  he  should  know  enough  of  the  better  ways  of  get- 
ting results  in  selling  that  he  can  be  depended  upon  to  work  har- 
moniously and  profitably  with  the  head  Sales  Manager. 

In  short,  if  a salesman  shows  that  he  can  shoulder  responsibility, 
and  is  willing  to  take  and  give  orders — yet  at  the  same  time  has 
initiative — if  he  can  classify  his  work  and  subdivide  his  territory 
to  get  as  good  or  better  than  expected  results,  and  has,  added  to 
this  ability,  the  comprehensive  knowledge  of  human  nature  that 
will  enable  him  either  to  stimulate  or  discipline  other  salesmen,  he 
is  a logical  candidate  for  a position  as  branch  manager. 
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Pace-makers — the  star  salesmen — are  those  salesmen  who  make 
the  most  sales  in  a given  time  in  a set  territory.  Their  work  is 
used  as  a standard  for  other  salesmen.  There  is  a vast  difference 
in  ability  and  scope  of  adaptability  between  salesmen,  and  this 
makes  for  a corresponding  difference  in  the  amount  of  sales  each 
man  makes.  The  pace-maker  is  a stimulator  of  other  salesmen, 
for  they  try  to  make  a showing  which  will  at  least  not  leave  them 
in  the  shade  of  mediocrity  when  the  star  salesman  comes  in  with  a 
success-load  of  orders. 

Oftentimes  it  is  the  pace-maker  who  is  chosen  to  manage  a branch 
office,  or  who  is  promoted  to  the  position  of  Sales  Manager.  If  the 
pace-maker  has  managing  ability,  which  is  often  the  case,  he  is  a 
logical  candidate  for  advancement  with  his  firm,  and  the  Sales 
Manager  who  needs  such  men  to  keep  his  average  salesmen  at  a 
high  level  of  efficiency  in  selling  can  hold  out  such  advancement 
as  an  incentive  for  the  consideration  of  high  grade  salesmen. 


The  Sales  Manager  as  a Student  of  Human  Nature 

There  is  perhaps  no  single  class  of  men  who  have  greater  oppor- 
tunities to  become  sound  judges  of  men  than  Sales  Managers. 
The  average  Sales  Manager  is  constantly  meeting  salesmen, 
and  he  will  find  among  the  applicants  for  positions  with  his  firm 
all  types  and  temperaments  of  men.  In  the  course  of  time,  if  he  is 
reasonably  observant,  and  makes  an  endeavor  to  judge  men  from 
the  principles  and  methods  herein  outlined,  he  will  be  able  to  pick 
his  salesmen  with  an  accuracy  of  judgment  that  will  insure  the 
quality  of  his  selling  force. 

The  Sales  Manager  is  chiefly  interested  in  the  ability  of  a sales- 
man to  serve  his  house.  He  wants  men  who  can  and  will  cooperate 
with  him.  He  wants  men  who  are  broad-minded,  who  can  be  en- 
couraged or  disciplined  as  occasion  demands.  He  wants  ambitious 
men;  at  least,  he  wants  men  who  are  ambitious  enough  to  seek  ad- 
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vancement  with  his  house.  The  success  of  a business  depends  on 
the  ambition  of  the  men  in  it,  and  upon  the  desire  of  each  to  make 
a success  with  the  house  employing  him. 

A “high-powered”  salesman  who  has  held  from  five  to  fifteen  other 
positions  during  a ten  or  fifteen  year  period  may  for  a time  make 
a great  deal  of  money  for  his  house  as  well  as  for  himself,  but  in  the 
long  run  an  organization  that  employs  and  trains  average  men 
reaps  the  greatest  harvest  of  profits.  The  occasional  “star”  sales- 
man is  necessary  to  stimulate  the  average  salesmen  to  the  top  of 
their  efficiency,  but  he  is  so  scarce  an  element  in  modern  business 
that  he  is  not  the  factor  he  has  been  given  credit  for  being. 

Many  Sales  Managers  have  organizations  of  such  a nature  that 
they  require  exceptional  men,  even  though  such  men  stay  with  the 
firm  but  a short  time.  What  the  average  Sales  Manager  wants, 
however,  is  men  who  will  stay  with  his  firm,  once  they  are  employed 
and  trained,  and  who  will  help  him  build  it  up  to  a point  where  all 
concerned  are  making  money — the  house,  the  salesmen,  and  the 
Sales  Manager.  Then,  and  only  then,  is  the  Sales  Manager  sat- 
isfied that  his  sales  force  is  composed  of  the  right  kind  of  selling 
timber. 


Building  Up  a Sales  Manual 

The  importance  of  a Sales  Manual  has  in  the  last  few  years  been 
recognized  as  never  before.  The  largest  firms  in  the  United  States 
employing  salesmen  have  gone  so  far  as  to  hire  outside  counsel 
to  gather,  compile  and  write  such  Sales  Manuals.  The  result  of 
the  Sales  Manual,  no  matter  how  crude  it  may  be  in  the  beginning, 
is  a better  equipped  sales  force.  Some  Manuals,  of  course,  represent 
only  the  experiences  of  the  salesmen  of  the  house,  taken  in  short- 
hand at  meetings  and  conventions,  and  boiled  down  until  it  has 
become  a guide  for  future  salesmen  to  follow. 

The  best  type  of  Sales  Manual  is  no  doubt  that  written  by  a 
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sales  expert  who  can  express  himself  in  apt,  forceful  language.  It 
contains  much  material  besides  the  answers  to  common  objections. 
It  usually  outlines  the  policy  of  the  house,  gives  the  fundamental 
principles  of  Salesmanship,  shows  how  these  principles  have  been 
applied  to  the  business  of  the  firm,  and  why  the  salesman  should 
follow  such  principles.  It  may  also  give  several  suggestive  sales 
talks,  or  a general  sales  talk  which  is  to  be  followed  more  or  less 
closely  by  all  salesmen. 

First  of  all,  a Manual  should  contain  a strong  introduction.  It 
should  say  something  about  the  rewards  of  Salesmanship,  and 
particularly  the  rewards  that  will  accrue  to  the  salesman  from 
working  for  the  house  issuing  it.  It  should  outline  the  factors  of 
success  and  show  the  value  of  study.  In  fact,  it  should  show  that 
study  is  necessary  to  success  in  selling,  just  as  it  is  necessary  to 
success  in  any  other  profession. 

Then  it  should  take  up  the  manufacture  of  the  merchandise,  and 
give  the  salesman  any  inside  information  he  may  need  that  will 
better  help  him  to  dispose  of  the  goods.  Regardless  of  the  product 
handled,  the  Sales  Manager  can  show  its  distinguishing  charac- 
teristics, and  select  selling  points  that  will  make  it  stand  out  from 
among  other  articles  of  its  class  in  the  salesman’s  and  customer’s 
minds.  All  merchandise  has  certain  inherent  properties,  which, 
although  an  outline  may  seem  dry  to  the  Sales  Manager  can  be 
shown  to  advantage  by  a good  salesman,  and  will  help  sell  the 
goods. 

Before  the  Manual  is  begun,  the  Sales  Manager  should  draw  from 
his  salesmen  and  from  customers  all  possible  information  about 
the  uses  of  his  merchandise.  It  is  evident  that  the  salability  of  an 
article  depends  on  the  great  number  of  uses  it  has.  For  instance, 
a sewing  machine  oil  may  sell  only  to  those  who  have  sewing  ma- 
chines until  the  Sales  Manager  shows  his  salesmen  that  it  is  equally 
valuable  for  oiling  typewriters,  for  preventing  rust  on  steel  knives, 
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for  oiling  adding  machines  and  fire  arms,  for  renewing  typewriter 
ribbons,  etc. 

After  a clear  statement  of  the  merchandise,  from  production  to 
use,  has  been  made,  clear  directions  on  how  to  use  the  manual, 
not  only  when  beginning  to  sell  but  while  in  actual  selling,  are  given. 
The  purpose  of  the  Manual  is  to  have  a clear-cut  exposition  of  Sales- 
manship as  it  applies  to  the  merchandise  of  the  house;  and  the 
Manual  is  valuable  to  a salesman  only  insofar  as  he  makes  constant 
and  continued  use  of  it. 

Samples  are  also  taken  up,  and  the  salesman  is  told  how  to  learn 
them  quickly  and  thoroughly.  Different  firms  have  their  own  ideas 
on  how  to  handle  customers,  and  pertinent  suggestions  are  made  in 
the  Sales  Manual,  that  each  salesman  will  handle  each  customer 
to  the  satisfaction  and  according  to  the  policy  of  the  house. 

A brief  statement  of  what  the  salesman's  outfit  should  contain  is 
often  made  at  this  point,  and  the  salesman  is  told  how  to  go  about 
obtaining  such  material  as  he  lacks  to  make  his  equipment  com- 
plete. 

To  avoid  turning  the  salesman  into  his  territory  without  a method 
of  getting  to  the  customer,  he  is  taught  how  to  analyze  his  terri- 
tory— in  those  cases  where  the  house  does  not  make  a complete 
analysis  for  him.  He  is  shown  how  to  divide  his  territory  by  sec- 
tions, whether  this  be  done  by  towns,  counties,  states;  or  simply 
, > by  neighborhoods.  His  procedure  in  new  territory  is  outlined. 
The  purpose  of  the  Sales  Manual  is  to  think  as  far  as  possible  for 
the  salesman  until  he  has  facts  and  information  on  which  he  can 
rt  base  his  own  thinking.  He  is  supposed  to  do  the  creative  thinking 
in  the  field;  but  the  house  tries  to  give  him  suggestions  and  in- 
formation that  will  make  it  possible  for  him  to  avoid  the  errors 
others  have  made  until  they  had  worked  out  definite  plans  of  ac- 
tion. Suggestions  are  also  given  on  how  to  proceed  in  old  territory, 
and  thus  the  salesman  is  prepared  to  get  the  best  results  in  the 
easiest,  quickest  and  cheapest  way. 
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After  the  preliminary  preparation  above  outlined,  the  Sales 
Manual  takes  up  methods  of  gaining  an  audience,  if  possible  giving 
the  one  best  way  used  by  the  salesmen  of  that  house — or  several 
suggestive  ways  if  the  best  way  cannot  be  ascertained.  At  least  a 
few  principles  are  laid  down  which  will  be  of  value  to  the  salesman 
selling  the  merchandise.  If  the  salesman  is  supposed  to  ask  pre- 
liminary questions  of  the  prospect,  these  questions  are  taken  up, 
and  standard  ways  of  asking  them  given. 

Usually  the  salesman  is  given  a definite  way  to  show  his  samples. 
He  is  told  how  to  make  his  demonstrations  most  effective.  And 
last,  but  most  important  to  his  success — as  well  as  the  house — he 
is  shown  how  to  close  under  varying  conditions,  and  if  he  fails  to 
close  at  first  trial  how  to  come  back  and  continue  his  sales  talk 
until  it  is  possible  to  close. 

Naturally,  it  is  not  always  possible  to  give  a complete  outline  of 
the  merchandise  sold  by  a house,  for  some  manufacturing  establish- 
ments make  and  sell  thousands  of  articles.  A general  talk  on  these 
goods  is  all  that  is  possible  in  the  Sales  Manual,  which  should  give 
above  all  else,  selling  commonsense  as  it  applies  to  the  particular 
line  of  goods,  the  policy  of  the  house,  and  the  type  of  customers  to 
whom  the  salesmen  will  appeal.  A few  pages  may  be  devoted  to 
specialties  of  the  house,  or  separate  technical  manuals  may  be 
written  to  take  up  specialties. 

Toward  the  end  of  the  Manual  the  salesman  may  well  receive 
general  suggestions  on  how  to  help  himself,  as  well  as  what  the  house 
is  willing  and  anxious  to  do  for  him.  He  should  be  shown  his  rela- 
tion to  the  Company,  and  his  importance  in  the  selling  scheme. 
He  should  be  urged  to  shoulder  his  responsibility,  and  make 
a success  of  himself.  Some  Manuals  go  so  far  as  to  include  health 
advice.  Still  others  include  articles  on  Salesmanship,  or  poems 
that  urge  a man  to  greater  achievement. 

It  is  the  consensus  of  opinion  among  Sales  Managers  and  sales- 
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men,  however,  that  the  closer  a Sales  Manual  stays  to  facts  the 
better  it  will  take  with  most  salesmen.  A Sales  Manual,  in  its 
final  analysis,  is  the  combined  knowledge  and  wisdom  about 
merchandise  and  Salesmanship  boiled  down  so  the  salesmen  can 
benefit  by  it  in  the  greatest  possible  number  of  ways. 
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SELF -QUIZ  OR  SELF-ANALYSIS  PERSONAL 
EFFICIENCY  TESTS 

1 —DO  I INVESTIGATE  THE  POSSIBILITIES*OF  MY  FIRM'S  MERCHANDISE  AND 
TERRITORY,  PLAN  OUT  THE  SALES  TO  BE  MADE,  ASCERTAIN  THE  AMOUNT 
OF  THE  AVERAGE  SALE,  DETERMINE  HOW  EACH  SALE  SHOULD  BE  CON- 
DUCTED, AND  INDICATE  THE  CLASS  OF  PROSPECTIVE  CUSTOMERS  TO  WHOM 
THE  STRONGEST  APPEALS  CAN  BE  MADE t 

2 .—DO  I SEE  THAT  THE  SALES  DEPARTMENT  CAN  GROW  ONLY  BY  TAKING 
UPON  MYSELF  RESPONSIBILITY  FOR  ALL  THINGS  PARTICULARLY  CON- 
NECTED WITH  MY  WORK,  AND  THEN  DELEGATING  TO  THOSE  UNDER  ME 
THE  PARTICULAR  RESPONSIBILITIES  THEY  ARE  BEST  FITTED  TO  CARRY? 

3— DO  I HELP  THE  SALESMEN  UNDER  ME  TO  ANALYZE  THEIR  PROBLEMS 
AND  EXCHANGE  EXPERIENCES  SO  THAT  EACH  MAY  PROFIT  FROM  ALL 
THE  OTHERS? 

4. — DO  I CONTROL  MY  TIME,  MY  TEMPER;  MEASURE  UP  TO  MY  PRESENT  RE- 
SPONSIBILITIES AND  PLAN  TO  TAKE  ON  FUTURE  ONES;  LEARN  MY  FIRM'S 
MERCHANDISE  AND  STUDY  THE  TERRITORY  TO  GET  AND  KEEP  CONTROL 
OF  THE  SALES  FORCE  UNDER  ME? 

5— DO  I SECURE  A COMPLETE  HISTORY  OF  EACH  APPLICANT  WHO  SEEKS 
EMPLOYMENT  WITH  MY  FIRM,  PREFERABLY  FROM  THE  DAY  HE  LEFT 
SCHOOL,  REALIZING  THAT  MUCH  CARE  AND  GOOD  JUDGMENT  IS  NECES- 
SARY SO  THAT  THE  MEN  I SELECT  WILL  BE  SUITABLE  FOR  THE  CLASS 
OF  SELLING  THEY  MUST  DO? 

6 —DO  I AVOID  SELECTING  SALESMEN  BY  A HIT  OR  MISS  PLAN,  USE  THE 
GREATEST  POSSIBLE  JUDGMENT  IN  DEALING  WITH  EACH  PROSPECTIVE 
SALESMAN,  GIVE  PREFERENCE  TO  “ AVERAGE " OR  “ SUPERIOR " MEN  WITH 
SPECIAL  TRAINING  THAT  FITS  THEM  FOR  HANDLING  MY  LINE? 

7.— DO  I REJECT  THOSE  APPLICANTS  WHOSE  RECORDS  SHOW  THEY  HAVE  HAD 
EVERY  OPPORTUNITY  WITH  SEVERAL  GOOD  FIRMS  BUT  HAVE  NOT  MADE 
GOOD? 

8 —DO  I PERCEIVE  THAT  SCIENTIFIC  SALES  MANAGEMENT  IS  INTERESTED 
PRIMARILY  IN  RECORDS,  IN  STANDARDS;  AND  THAT  ITS  CHIEF  PURPOSE 
IS  TO  SEE  THAT  THE  SALESMAN,  THE  CUSTOMER,  AND  THE  EMPLOYER 
ARE  ALL  TREATED  WITH  THE  UTMOST  FAIRNESS,  TO  THE  END  TH  AT  ALL 
RECEIVE  PROFIT,  SERVICE  OR  SATISFACTION? 

9. — DO  I BASE  MY  JUDGMENT  OF  A PROSPECTIVE  SALESMAN  ON  WHAT  HE 
WRITES  ON  THE  APPLICATION  BLANK,  ON  LOOKING  UP  HIS  REFERENCES, 
ON  A PERSON ALI  NTERVIEW,  OR  ON  ANY  OTHER  METHODS  THAT  I HAVE 
FOUND  HELPS  IN  THE  SELECTION  OF  GOOD  MEN  TO  SELL  MY  FIRM'S  GOODS t 

10  —DO  I ENDEAVOR  TO  GET  EXACT  KNOWLEDGE  CONCERNING  A SALESMAN'S 
QUALIFICATIONS  BEFORE  HE  IS  HIRED,  WORKING  OUT  MY  STANDARD 
FOR  HIRING  SALESMEN  FROM  ACTUAL  INTERVIEWS  WITH  MEN? 

11. — DO  I MAKE  MY  APPLICATION  BLANK  FREE  FROM  RED  TAPE  AND  PRAC- 
TICAL, BEING  GUIDED  BY  MY  OWN  EXPERIENCE  AND  THROUGH  THE 
STUDY  OF  THE  APPLICATION  BLANKS  USED  BY  OTHER  FIRMS? 
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12. — DO  I ASCERTAIN  THOSE  PARTICULAR  QUALITIES  THAT  MAKE  A SALES - 

MAN  VALUABLE  TO  MY  HOUSE,  TAKING  INTO  CONSIDERATION  THE  FACT 
THAT  A MAN  WHO  LACKS  A NUMBER  OF  THE  QUALITIES  MAY  NOT  BE 
A GOOD  MAN  FOR  MY  FIRM'S  LINEt 

13. — DO  I AVOID  HIRING  THOSE  WHOSE  LACK  OF  PARTICULAR  QUALIFICATIONS 

WILL  SOONER  OR  LATER  FORCE  THEM  OUT  OF  SELLING  OUR  LINE f 

14. — WHEN  ADVERTISING  IN  DAILY  NEWSPAPERS,  WEEKLY  OR  MONTHLY 

MAGAZINES,  DO  I WRITE  MY  ADVERTISEMENT  FOR  ONE  OR  TWO  GOOD 
SALESMEN,  RATHER  THAN  FOR  A LARGE  NUMBER  OF  MEN,  DEPENDING 
UPON  THE  COMPLETENESS  OF  MY  AD  TO  BRING  ME  A LARGE  NUMBER 
OF  APPLICANTS ? 

1 5— DO  I INCLUDE  IN  MY  AD,  NO  MATTER  WHERE  RUN,  A REASONABLE  OUT- 
LINE OF  THE  QUALIFICATIONS  AND  EXPERIENCE  I EXPECT,  AS  WELL 
AS  THE  REMUNERATION  AND  THE  ADVANCEMENT  MY  FIRM  OFFERS  SO 
THAT  I CAN  DRAW  THE  RIGHT  KIND  OF  APPLICANTS? 

16. — DO  I AVOID  RUNNING  ADS  THAT  PULL  A LARGE  NUMBER  OF  INQUIRIES ’ 

THE  LARGE  MAJORITY  OF  WHICH  WILL  HAVE  TO  BE  CULLED  OUT,  AFTER 
COSTING  THE  FIRM  MONEY  THROUGH  WASTED  TIME  AND  ENERGY;  BUT 
ENDEAVOR  TO  GET  A FEW  FIRST-CLASS  MEN  AT  A TIME,  SO  THAT  MY 
FIRM  WILL  NOT  LOSE  MONEY  THROUGH  TRAINING,  EXPENSES,  SALARY , 
LOSS  OF  GOOD  WILL,  ETC.,  ON  “ IMPOSSIBLE " SALESMEN? 

17. — DO  I PERCEIVE  THAT  PROPER  REPRESENTATION  OF  MY  FIRM , ITS  POLI- 

CIES AND  MERCHANDISE , DEPENDS  UPON  PROPER  SELECTION  OF  SALES- 
MEN THROUGH  ADVERTISING,  AND  THAT  QUALITY  OF  THE  SALESMEN 
I SECURE  THROUGH  ADVERTISING  AND  OTHER  SOURCES  IS  DETERMINED 
TO  A LARGE  DEGREE  BY  CAREFUL  WORDING  OF  THE  ADVERTISEMENT , 
AND  WHERE  IT  IS  RUN ? 

18. — DO  I KNOW  THAT  EVERY  EXPERIENCED  SALESMAN  WHO  POSSESSES  OR- 

GANIZING AND  EXECUTIVE  ABILITY  IS  A POTENTIAL  SALES  MANAGER; 
THAT  A FIELD  ORGANIZER  IS  A SALES  MANAGER  OF  HIS  FIELD,  AND  IS 
OBLIGED  TO  DO,  ON  A SMALLER  SCALE,  WHAT  HIS  SALES  MANAGER  IS 
DOING  ON  A LARGER  SCALE? 

19. — DO  I ADVISE  MY  FIELD  ORGANIZER  TO  CONSULT  WITH  LOCAL  MERCHANTS' 

BANKERS,  AND  CUSTOMERS,  ADVERTISE  IN  LOCAL  NEWSPAPERS  WHILE 
AT  HIS  HOTEL,  INVITING  THOSE  WHO  ARE  INTERESTED  IN  SELLING  TO 
APPLY  TO  HIM  THERE,  AT  A SPECIFIC  TIME;  CALL  HIS  ATTENTION  TO 
THE  VALUE  OF  PUBLICITY  LECTURES,  FEATURING  THE  GOODS  OF  THE 
HOUSE;  WITH  AND  WITHOUT  SLIDES  AND  MOVING  PICTURES? 

20. — DO  I TRAIN  THE  FIELD  ORGANIZER  SO  THAT  HE  IN  TURN  CAN  TRAIN 

FIELD  MANAGERS  TO  DEVELOP  AND  COACH  SALESMEN  TO  SELL  MY  FIRM'S 
MERCHANDISE t 

21. — DO  7 URGE  THE  SALESMEN  UNDER  ME  TO  KEEP  ON  THE  LOOKOUT  FOR  GOOD 

SALES  TIMBER  THAT  WILL  FIT  INTO  THE  SALES  FORCE  IN  A HARMON- 
IOUS MANNER,  WHO  HAVE  EXPERIENCE  WITH  MY  LINE;  OR  SPECIAL 
QUALIFICATIONS  THAT  WILL  INSURE  THEIR  MAKING  GOOD? 

22.  — DO  7 KEEP  IN  CLOSE  TOUCH  WITH  THE  FACTORY,  LOCATE  THOSE  MEN 

WHO  ARE  AMBITIOUS  TO  GET  INTO  SELLING,  SELECT  THOSE  WHO  HAVE 
REQUISITE  EDUCATION  AND  PERSONALITY,  LEND  OR  ADVISE  THEM  TO 
PURCHASE  A COURSE  OR  BOOKS  ON  SELLING  OR  DEFINITELY  TRAIN 
THEM— AND  THUS  ADD  TO  THE  STRENGTH  AND  PERSONNEL  OF  THE  SALES 
FORCE ? 

23— DO  I KEEP  ON  THE  LOOKOUT,  IN  THE  SALES  OFFICE , FOR  THE  MAN  WHO 
WOULD  BB  GLAD  TO  BREAK  INTO  SELLING,  AND  WHOSE  EXPERIENCE 
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HAS  BEEN  SUCH  AS  TO  GIVE  EVERY  INDICATION  OF  SUCCESS  WITH  PROPER 
TRAINING? 

24. — DO  I APPRECIATE  THAT  ONE  OF  THE  EXCELLENT  WAYS  OF  GETTING  CO- 

OPERATION FROM  FACTORY  AND  OFFICE  EMPLOYEES  IS  TO  OFFER  7 HEM 
ADVANCEMENT  WHEN  THOROUGHLY  MERITED , THROUGH  EMPLOYMENT 
AS  SALESMEN? 

25.  — DO  I OBTAIN  FROM  USERS  OF  MY  FIRM'S  GOODS  THE  NAMES  OF  SALES- 

MEN THEY  KNOW  WHO  ARE  OF  STRONG  PERSONALITY,  ARE  IMPRESSIVE 
AS  TO  CHARACTER,  MENTAL  ABILITY  AND  DEVELOPMENT,  AND  INVESTI- 
GATE THE  POSSIBILITY  OF  CONNECTING  SUCH  SALESMEN— IF  OF  THE 
RIGHT  CALIBER— WITH  MY  HOUSE? 

26. — DO  I INVESTIGATE  11  LIVE"  MERCHANTS  WHOSE  EARNING  POWER  IS  LIMI- 

TED BY  LOCATION,  BUSINESS  CONDITIONS,  LIMITATIONS  OF  LINE,  ETC., 
WITH  A VIEW  TO  EMPLOYING  SUCH  MERCHANTS , IF  I FIND  THEY  WILL 
BE  GOOD  SALES  TIMBER  FOR  MY  FIRM? 

27. — DO  I CONSIDER  WHETHER  OR  NOT  IT  WOULD  BE  ADVANTAGEOUS  TO  SEND 

OUT  A CIRCULAR  LETTER  TO  THE  TRADE  ASKING  THE  NAMES  OF  COM- 
PETENT MEN  WHO  MIGHT  BE  INDUCED  TO  CONNECT  WITH  MY  SALES  FORCE, 
WHEN  I AM  URGENTLY  IN  NEED  OF  SALESMEN? 

28. — IF  I HAVE  A PROPOSITION  WHICH  CAN  BE  HANDLED  IN  SPARE  TIME  BY 

TRAVELING  OR  CITY  SALESMEN,  DO  I WORK  OUT  MY  SELLING  PLAN  SO 
AS  NOT  TO  INTERFERE  WITH  THE  REGULAR  LINES  OF  THOSE  I EMPLOY , 
THAT  I MAY  BE  ASSURED  THEY  WILL  NOT  GIVE  UP  MY  PROPOSITION  BE- 
CAUSE IT  INTERFERES  WITH  THEIR  REGULAR  LINES? 

29— IF  MY  PROPOSITION  IS  OF  THE  RIGHT  CHARACTER,  DO  I CONSIDER  THE 
EMPLOYMENT  OF  COLLEGE  MEN,  TEACHERS,  PREACHERS,  AND  OTHERS, 
WHO  MIGHT  BE  INDUCED  TO  GIVE  ALL  OF  OR  PART  OF  THEIR  SPARE  TIME 
DURING  DEFINITE  SEASONS  OF  THE  YEAR  WHEN  I NEED  THEM? 

30.— IF  MY  FIRM  SELLS  HIGHLY  TECHNICAL  GOODS,  DO  I KEEP  IN  TOUCH  WITH 
THE  GRADUATES  OF  TECHNICAL  SCHOOLS  AND  COLLEGES,  SO  THAT  I MAY 
HAVE  A LARGE  NUMBER  OF  PROSPECTS  SOME  OF  WHOM  SOONER  OR  LATER 
MAY  BECOME  CAPABLE  SALESMEN? 

31  —DO  I,  IN  AN  ETHICAL  WAY,  KEEP  ON  THE  LOOKOUT  FOR  SUITABLE  SALES- 

MEN TO  SELL  MY  FIRM'S  LINE  FROM  AMONG  THE  CANVASSERS  AND  SO- 
LICITORS WHO  CALL  ON  ME,  MY  FELLOW  EXECUTIVES,  AND  THE  EMPLOY- 
EES UNDER  US,  DURING  THE  DAY'S  WORK? 

32  —DO  I FULLY  APPRECIATE  THAT  MY  SUCCESS  AS  A SALES  MANAGER  WILL 

DEPEND  UPON  MY  ABILITY  TO  SELECT  THE  RIGHT  KIND  OF  SALESMEN? 
TO  SELL  MY  FIRM'S  GOODS  FROM  EVERY  BUSINESS,  PROFESSION  OR 
TRADE? 

33  —DO  I DISREGARD  WHAT  A MAN  IS  NOW  DOING  IN  MAKING  MY  JUDGMENT 

LOOKING  FOR  THOSE  BASIC  QUALITIES  OF  CHARACTER  AND  PERSONALITY 
THAT  WILL  MAKE  HIM  SUCCESSFUL  WITH  MY  FIRM'S  LINE  AFTER  I HAVE 
TRAINED  HIM? 

34.— DO  I AVOID,  AS  A GENERAL  RULE,  EMPLOYING  SALESMEN  WHOSE  TRAINING 
AND  EXPERIENCE  HAS  BEEN  VERY  MUCH  DIFFERENT  THAN  REQUIRED 
IN  MY  LINE— EXCEPT  IN  THOSE  CASES  WHEN  A MAN  STRONGLY  IMPRES- 
SES ME  WITH  HIS  PERSONALITY  AND  SELLING  RESOURCEFULNESS? 

35— IF  MY  FIRM  CARRIES  A VARIED  LINE  OF  SPECIALTIES,  WHICH  AR HAND- 
LED BY  DIFFERENT  TYPES  OF  SALESMEN,  DO  I GUARD  AGAINST  “ FIR- 
ING"' A POOR  SALESMAN  UNTIL  AFTER  I HAVE  ASCERTAINED  WHETHER 


ORGANIZING  THE  SALES  DEPARTMENT 


31 


OR  NOT  HE  WOULD  BE  SUCCESSFUL  IN  SELLING  A DIFFERENT  SPECIALTY 
WHICH  MY  FIRM  HANDLES? 

36.  — DO  I SELECT  BRANCH  MANAGERS  WHO  ARE  GOOD  SALESMEN,  WHO  ARE 

WILLING  TO  COOPERATE,  WHO  WILL  ADD  TO  THE  FIRM'S  REPUTATION , 
WHO  THEMSELVES  ARE  GOOD  JUDGES  OF  SALESMEN , WHO  CAN  QUICKLY 
HANDLE  NEW  OR  DIFFICULT  SITUATIONS  THAT  ARISE  IN  THEIR  TER - 
RI TORIES  OR  WHO  HAVE  A COMPREHENSIVE  KNOWLEDGE  OF  THE  TER- 
RITORIES IN  WHICH  THEY  ARE  TO  WORK? 

37. — DO  I SELECT  ONLY  THOSE  SALESMEN  AS  BRANCH  MANAGERS  WHO  KNOW 

ENOUGH  OF  THE  BETTER  WAYS  OF  GETTING  RESULTS  IN  SELLING  THAT 
THEY  CAN  BE  DEPENDED  UPON  TO  WORK  WITH  ME , HARMONIOUSLY 
AND  PROFITABLY ? 

38.  — DO  I SEEK  AS  BRANCH  MANAGERS  THOSE  SALESMEN  WHO  SHOW  THAT 

THEY  CAN  SHOULDER  RESPONSIBILITIES , WHO  ARE  WILLING  TO  TAKE 
AND  GIVE  ORDERS— YET  AT  THE  SAME  TIME  HAVE  INITIATIVE— WHO 
CAN  CLASSIFY  THEIR  WORK  AND  SUB-DIVIDE  THEIR  TERRITORIES  TO 
GET  AS  GOOD  OR  BETTER  THAN  EXPECTED  RESULTS? 

39— DO  I SELECT  AS  BRANCH  MANAGERS  THOSE  WHO  HAVE  THAT  COMPRE- 
HENSIVE KNOWLEDGE  OF  HUMAN  NATURE  THAT  ENABLES  THEM  EITHER 
TO  STIMULATE  OR  DISCIPLINE  THE  SALESMEN  THEY  IN  TURN  WILL  EM- 
PLOY? 

40 .—DO  I USE  PACE  MAKERS  OR  “STAR"  SALESMEN,  AS  STANDARDS  FOR  OTHER 
SALESMEN,  AND  URGE  MY  AVERAGE  SALESMEN  TO  MAKE  A SHOWING 
WHICH  WILL  AT  LEAST  NOT  LEAVE  THEM  IN  THE  SHADE  OF  MEDI- 
OCRITY WHEN  A STAR  SALESMAN  COMES  IN  WITH  A SUCCESS-LOAD  OF 
ORDERS? 

41  —DO  I SELECT  PACE  MAKERS,  WHO  HAVE  MANAGING  ABILITY,  AS  LOGICAL 
CANDIDATES  FOR  POSITIONS  AS  BRANCH  MANAGERS— HOLDING  OUT 
SUCH  ADVANCEMENT  TO  THE  SALES  FORCE  TO  STIMULATE  ITS  MEM- 
BERS TO  A HIGH  DEGREE  OF  EFFICIENCY? 

42 . —DO  I KNOW  THAT  IF  I AM  REASONABLY  OBSERVANT,  AND  MAKE  AN  EN- 

DEAVOR TO  JUDGE  MEN  FROM  THE  PRINCIPLES  AND  METHODS  HEREIN 
OUTLINED,  I WILL  BE  ABLE  TO  SELECT  MY  SALESMEN  WITH  AN  ACCUR- 
ACY OF  JUDGMENT  THAT  WILL  INSURE  THE  QUALITY  OF  MY  SALES 
FORCE? 

43.  — DO  I SEEK  TO  EMPLOY  MEN  WHO  ARE  BROAD-MINDED , WHO  CAN  BE  EN- 

COURAGED WITHOUT  BECOMING  OVERBEARING , AND  CAN  BE  DISCIP- 
LINED WITHOUT  BECOMING  ANTAGONISTIC? 

44  —DO  I GIVE  CAREFUL  CONSIDERATION  TO  THE  PRESENT  MENTAL  CALI- 
BER OF  SALESMEN  WHO  HAVE  BEEN  LONG  WITH  THE  HOUSE,  AND  HAVE 
MADE  SUCCESSFUL  RECORDS,  EMPLOYING  MEN  OF  SIMILAR  CALTBER 
IN  THE  FUTURE,  SO  THAT  THEY  WILL  BECOME  PERMANENT  ASSETS? 

45.  — IF  MY  ORGANIZATION  REQUIRES  “HIGH  POWER"  SALESMEN,  DO  I WORK 

OUT  MY  SELLING  SCHEME  SO  THAT  SUCH  MEN  CAN  MAKE  PROFITS  THAT 
WILL  SATISFY  THEM  AND  KEEP  THEM  WITH  MY  HOUSE,  EVEN  THOUGH 
THE  COMMISSION  ON  THE  INDIVIDUAL  SALE  MIGHT  NOT  BE  SUFFICIENT 
TO  HOLD  THEM  WITHOUT  A SPECIAL  SELLING  PLAN? 

46. — DO  I ORGANIZE  THE  SALES  DEPARTMENT  TO  TRAIN  THE  SALESMEN  UN- 

DER ME  AND  TO  GIVE  THEM  THE  UTMOST  COWPERATION,  SO  THAT  THEY 
WILL  MAKE  SUFFICIENT  PROFITS  FOR  THE  HOUSE  AND  SATISFACTORY 
INCOMES  FOR  THEMSELVES? 

47 . —DO  I REALIZE  THAT  WHEN  THE  HOUSE  MAKES  ITS  LEGITIMATE  PROFIT , 

WHEN  THE  CUSTOMER  RECEIVES  COURTEOUS,  EFFICIENT  SERVICE,  AND 


32  N.  S.  TV  A.  SYSTEM  OF  SALES  MANAGEMENT 


WHEN  I RECEIVE  ABSOLUTE  COOPERATION  FROM  THE  SALESMEN  UN  DEI 
ME,  THEN,  AND  ONLY  THEN,  CAN  I BE  SURE  THAT  MY  SALES  FORCE  Is 
COMPOSED  OF  THE  RIGHT  KIND  OF  SELLING  TIMBER? 

48.— DO  I UTILIZE  THIS  SET  OF  SELF  QUIZZES  FROM  DAY  TO  DAY , TO  THE  EN1 
THATI  WILL  PROCEED  ON  A SCIENTIFIC  RATHER  THAN  A GUESSWOR1 i 
BASIS  IN  ORGANIZING  THE  SALES  DEPARTMENT? 


